DECEMBER 1960 VOLUME 


THE DIGEST CURRENT LITERATURE FOR TOP MANAGEMENT 


Ft 


t 


She 


Publisher Advisory Board 
MARVIN BOWER 
Editor COFFMAN 
WILLIAM FALCON GRAHAM 


HANLEY 


Editorial Assistants Roy 


NATHANIEL 


Published monthly Baker Dean the Graduate School 
Library, Harvard University 
Graduate School Business 
Administration STANLEY TEELE 


Business Administration 


THE The Executive serve top management each 
month screening, selecting and summarizing the words and 
style the original those books, speeches and period- 
ical articles special significance pertaining current issues 
problems confronting the busy executive the fields business, 
politics, sociology and economics. 

Because The Executive able utilize the full resources 
Baker Library, which offers the world’s largest collection 
business literature, special effort can effectively directed 
towards presenting each issue abstracts derived from sources 
which not ordinarily come the attention the businessman. 

The abstracts The Executive represent statements the 
authors and not necessarily express the opinions the ab- 
stractors the editorial staff. 

The Executive welcomes suggestions. hope you will tell 
about readings which you have found helpful. 


Address all communications The Executive, Room 324, Baker Li- 
brary, Soldiers Field, Boston 63, Mass. Subscription rates: $6.00 per 
year, $0.60 per copy United States, Canada and Pan-American Postal 
Union. $7.00 per year, $0.70 per copy elsewhere. Copyright, 1960, 
the President and Fellows Harvard College. Original material from 
which abstracts are derived should regarded Second 
class postage paid Boston, Massachusetts, and additional mailing 
offices. Printed Capital City Press, Montpelier, Vermont. 


CHRISTMAS GIFT ORDER FORM 
Special Christmas Gift Rates 


She Executive 


YOUR OWN RENEWAL FIRST GIFT: $6.00. ADDITIONAL SUB- 
SCRIPTIONS: $5.00. OUTSIDE CANADA, PAN AMERICAN 
POSTAL UNION, ADD $1.00. UNLESS DIRECTED OTHERWISE, SUB- 
SCRIPTION BEGINS JANUARY 1961. 


Please enter renew the following gift subscrip- 
tions and send notice thereof gift announce- 
ment card. 


NAME: 


STREET (COMPANY HOME ADDRESS) 


CITY, ZONE, STATE 


Send gift card and sign: 


NAME: 


STREET (COMPANY OR HOME ADDRESS) 


CITY, ZONE, STATE 


Send gift card and sign: 


NAME: 


STREET (COMPANY HOME ADDRESS) 


CITY, ZONE, STATE 


Send gift card and sign: 


NAME; 


STREET (COMPANY HOME ADDRESS) 


CITY, ZONE, STATE 


Send gift card and sign: 


SEND 
THE EXECUTIVE 
YEAR-ROUND GIFT 
TO: 
Business and personal friends. 
Key company customers. 


Company and university libraries. 


Participants management 
development programs. 


Supply and Administrative 
Officers the Armed 


Send bill to: 


NAME 


ADDRESS 


CITY, ZONE, STATE 


You may also enter own [new 
renewal subscription part this 
order. 


(Renewals begin when present subscription 
expires.) 


MULTIPLE Girt Prices ONLY WHEN ALL Your Girts ARE THE SAME TIME 


: 
4 
7 
| 


7 


CHRISTMAS GIFT ORDER FORM 
Special Christmas Gift Rates 


She Executive 


YOUR OWN RENEWAL FIRST GIFT: $6.00. ADDITIONAL SUB- 
SCRIPTIONS: $5.00. OUTSIDE U.S., CANADA, PAN AMERICAN 
POSTAL UNION, ADD $1.00. UNLESS DIRECTED OTHERWISE, SUB- 
SCRIPTION BEGINS JANUARY 1961, 


Please enter renew the following gift subscrip- 
tions and send notice thereof gift announce- 
ment 


NAME: 


STREET (COMPANY HOME ADDRESS) 


CITY, ZONE, STATE 


Send gift card and sign: 


NAME; 


STREET (COMPANY OR HOME ADDRESS) 


CITY, ZONE, STATE 


Send gift card and sign: 


NAME: 


STREET (COMPANY OR HOME ADDRESS) 


CITY, ZONE, STATE 


Send gift card and sign: 


NAME; 


STREET (COMPANY HOME ADDRESS) 


CITY, ZONE, STATE 


Send gift card and sign: 


SEND 
THE EXECUTIVE 
YEAR-ROUND GIFT 
TO: 


Business and personal friends. 


Key company customers. 


Company and university libraries. 


Participants management 
development programs. 


Supply and Administrative 
Officers the Armed Forces. 


Send bill to: 
NAME 
ADDRESS 


CITY, ZONE, STATE 


You may also enter own [new 
renewal subscription part this 
order. 


(Renewals begin when present subscription 
expires.) 


Girr Prices ONLY WHEN ALL Your Girts ARE THE SAME 


q 


BUSINESS REPLY MAIL 


First Class Permit 33978, Sec. 34.9, R., Boston, Mass. 


The Executive 

HARVARD UNIVERSITY 

Graduate School Business Administration 
Soldiers Field 

Boston 63, Massachusetts 


- 


DECEMBER 1960 VOLUME NUMBER 


and Pamphlets 


Your Business 
JOHN HARRIMAN 


Prometheus Incorporated: Conformity Coercion? 
GEORGE STIGLER 


The Liberal Hour 
JOHN KENNETH GALBRAITH 


Unless join other nations 
forming free world economic 
organization, the faces 
economic isolation. 


Has the growth large economic 
and political units rendered 
economic individualism obsolete? 


challenge some the myths 
which are bound. 


Guideposts for Management: Seniority vs. Ability 
NICOL 


“Waste Makers” Hoax? 


Prescription for Executive Mental Health 
WILLIAM MENNINGER 


The “Secret” Hand Private Brands 
LAWRENCE M. HUGHES 


The Rights Speakers—Responsible Listening 
GEORGE VARDAMAN 


critical issue: the problem 
management rights selecting 
the man for the job. 


current controversy over 
latest book. 


Questions for “emotional 
check-up” the executive. 


National advertisers often 
supply private brand rivals. 


Experience indicates that top 
executives absorb only 40% 
the important ideas simple 
discourse. 


Can Decision-Making Learned? 


The Human Factor Business Games 
PAULS. GREENLAW AND STANFORD 


Where Cash Flow Profits Greatly Enhance Earnings Picture 
WARD GATES 


Individual Freedom and Traditional Management 
BROWN 


The Reorganization Controversy 
HOWARD UROW 


Growth Without Inflation 
PAUL DOUGLAS AND HOWARD SCHUMAN 


Before Expanding and Diversifying—Basic Considerations 
MASSIE SMOOT 


Men, Morality, and Management 
SULLIVAN 


Industrialism and Industrial Man 
KERR, HARBISON, DUNLOP, AND MYERS 


te 


Special 


important than knowledge 
technical details. 


Management decisions are rarely 
conditioned solely purely 
logical thinking and analysis. 


Corporations usually generate 
more cash reinvest than can 
determined glance the 
income statement. 


Ways the organization can 
accommodate itself the needs 
and abilities the individual. 


Exploring the issue whether 
not reorganization desirable 


five-point program 
recommended meet the 
economic challenges facing the 
nation. 


Many companies desiring 
expand not have any specific 
idea what they want 
achieve. 


Good management leadership 
calls for more principle than 
expediency. 


Generalizations concerning all 
industrializing societies all 
stages their development. 


This May Interest You 
THE EDITOR 


Reading: some thoughts, 
suggestions and selections 


gav 
cor 
an 
28 nat 
ant 
m 
ec 
Ta 


and Pamphlets 


25, 1957, six nations signed the Treaty Rome, which 
gave birth the European Economic Community (Common Market). 
When the treaty was ratified, the American people entered new era. 

The effect this treaty American thinking was two-fold: (1) many 
companies now realized that direct investment plant abroad became 
anecessity; (2) realized that the new Europe which had been brought 
into being part through our assistance with Marshall-Plan aid was 
itself the verge explosive growth, matching perhaps that the 
Soviet Union and certainly exceeding that the United States. Inter- 
nationalism was being brought home with vengeance the American 
mind. 

The two European trade blocs, composed the Common Market 
and Free Trade Area nations, could merge and even eventually include 
the United States and Canada. This promises the great single story 
our times, and the role choose play may well tip the balance 
between the success failure Western civilization. 

Both these European trade groups will reach deep into the econ- 
omy distant Japan, one the focal points trade and economic 
power the world today. have won Japan the West program 
economic assistance. But must still work it. This does not mean 
more aid; must allow market for Japanese goods. They must not 
shut out discriminatory quotas and tariffs. 

had cooperated with money and support the rebuilding the 
economies Japan and Europe order secure those areas against 
adrift communism. But doing found that longer did the 
United States dollar rule alone the financial centers the world, and 
markets American goods were losing their competitive edge. 

Typical the reasons why many American firms have manufactured 
abroad are those the Reece Corporation. the Common Market, 
Reece saw threat that had met quickly. Most the firm’s com- 
petition was coming from plants West Germany which paid wage 
rates roughly one-third Reece’s United States plant. Furthermore, the 
German competitors would soon within Common Market tariff 
walls, when German machines could sold duty-free throughout the six 
nations, whereas Reece would face tariff barrier common all the six. 

addition, licenses import would not problem for machinery 
made within ECM, and exports South America and other dollar-tight 
areas would much facilitated European plant. 


Your Business 


Boston: Houghton Mifflin 
Company, 1960. 182 pp. $3.50 


John Harriman 


Financial Columnist, 
Boston Globe 
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1957 American firms were learning that two basic assumptions 
traditional industry this country were longer true, least 
were only half-truths: (1) That was the domestic market which really 
mattered, and that sales abroad were sense really only frosting for 
the domestic cake; (2) That had been endowed from high with 
degree managerial skill which made most the world’s industry, 
comparison, just little absurd. 

The lesson began spelled out the intricacies foreign 
change, balance payments and the movement gold. 

the end 1959 became evident that were losing our gold 
supply much too rapidly, especially view the fact that there were, 
substance, demand deposits against our gold reserves some $19 
billion, while our total gold stocks amounted only $19.5 billion 
which $12 billion had held law reserve against our cur- 
rency circulation. 

This gold outflow suggests mistrust the dollar: mistrust because 
the feeling abroad that more and more the United States, through its 
inability control its price level, would price itself out world 
markets; mistrust because the fear huge budget deficit which final- 
came $12.5 billion fiscal 1959. 

The nations Europe and Japan are much more sensitive the whole 
inflation problem than we. These nations have not found that little 
inflation” leads growth. They have found the opposite true: that 
is, real economic growth can built solidly into economy only the 
base and with the structural support sound currency. 

The trend Europe has been that sound money regarded 
economic objective equal, not even greater importance, than the 
maintaining full employment. 

Thanks the new, sound franc not altogether far-fetched see 
France that might someday say that not content leave its 
capital here because mistrusts the France that could con- 
ceivably attempt political pressure through the threat its handling 
its dollar balances. 

European and Japanese industry keeps ever watchful eye Amer- 
ican reaction the actuality threat rising imports. said, for 
instance, that there informal association German and French 
producers which controls the imports its membership into the 
United States. The purpose this avoid pressing their advantages 
too hard and thereby forcing the United States take countermeasures. 
What alarming foreign nations today that the protectionism 
that may “creeping” far U.S. legislation goes, rising rapidly 
the attitude many American industries. 

There the danger that Europe’s economy might gradually meshed 
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with that the Soviet Union. There the question Europe 
whether the Soviet Union has some dramatic monetary move mind. 
Many believe that Russia, the world’s second largest gold producer, 

plans make the ruble fully convertible convertible not only into 
gold but into other currencies. Picture the situation low interest rates 
here, deficit the federal budget, and inflationary surge, which 
would shake confidence the dollar this, combined with the Kremlin 
announcement convertible ruble and offer sell Europe raw 
materials price level which this country could not meet. 

Here the danger today: unless can join with other nations 
setting some kind organization the free world economy which 
will allow gradual meshing the various national economies, shall 
find ourselves slowly isolated driven into economic conflict that 
could wreck our economy the course few years. 


Comment Darcy Coyle, Doctoral Candidate: 


This should required reading for every businessman, labor leader 
and politician the United States. important book and hope 
Mr. Harriman not voice crying the wilderness. Gathering strength 
and pace progresses, It’s Your Business charges American business, 
labor and government with complacency and inaction the face 

dangerously growing economic power other countries. 
instance after instance, the book gives profile foreign industries 
and the men building those industries who are already successfully chal- 
lenging markets that still generally consider ours, both the 
United States and abroad. 
Mr. Harriman points out, reporter. The role the reporter 
collect, analyze and point the significance information and 
but not necessarily make recommendations for improvement. 
the main, the book should reviewed this light. Nevertheless, 
was impressed with Harriman’s observations John Lewis and the 
coal industry. With the highest wage scale the world, U.S. anthracite 
competitive price the German market with Ruhr coal; this 
isattributed Lewis’s trading high wages for mechanization without 
featherbedding. 
another startling chapter, Mr. Harriman points out the ability 
Russia upset our economic stability making the ruble fully con- 
vertible with other currencies. Apparently the Soviet Union has the 
economic strength take this step any strategic moment which least 
suits the United States. 
Mr. Harriman sticks the larger issues, leaving the reader project 
what implied. For instance, extension one reminded many (5) 


criticisms Americans abroad, such the reluctance many 
businessmen (and some diplomats) learn the language the country 
which they earn their living, their tendency gather into “little 
Americas” socially and consider themselves temporary exiles await- 
ing rotation, insistence their own ethical standards (including shrewd 
dealing) condition for doing foreign business, and the lack tech- 
nical servicing equipment sold. These criticisms appear particularly 
apt some underdeveloped countries where the Germans, Russians, 
Japanese and Chinese are most foresighted and active. 

There are solutions here, but there are many hard facts. Mr. 
Harriman says very lucid style, “It’s Your Business.” And most im- 
portant business is, too! 


Prometheus Incorporated: 
Conformity Coercion? 
From: Social Control Free 
Society, University 
Pennsylvania Press, 

1960. $4.50. 

Edited Robert Spiller 


George Stigler 


Professor Economics the 
University Chicago 
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ECONOMIC INDIVIDUALISM becoming obsolete? Has the growth 
large economic and political units, the increasing degree inter- 
dependence social actions, rendered impossible for the individual 
pursue, even preserve, his own tastes matters economic? the 
best, most, that can now achieve, the self-expression groups 
organizations? 

order answer these questions, well define what exactly 
meant individualism. Unlike Tocqueville’s definition (withdrawal 
from society), now means the freedom the individual from the 
restraints other men, dead alive. course, there must some 
restraints imposed society, that individualism matter degree, 
and not matter detail. There are physical restraints well social. 
The one distinction between them basic. The social restraints upon 
individual invariably raise moral issues; the physical restraints never do. 

Another aspect individualism concerns man’s scope choices, social 
and physical. the supine bearer century-old habits, the putty 
which current fashions are stamped? independent crea- 
ture, making his own decisions the basis deliberate and tolerably 
rational appraisals the relevant information his disposal? What 
happening the ranges individual choice this: consumer, the 
individual’s range choice has increased immensely. has expanded 
with growth income, increased availability education, and the 
growth economic knowledge and specialization. The independent 
proprietor the prototype individualism, and going fast. But 
the crucial factor the future small scale enterprise, whether able 
men wish own their enterprises. men want independent 
this age growing conformity? The forces which are now working 
for conformity include the growth mass production and the pressure 
the mass media, including television, movies 
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When turn the individual producer, the charge con- 
formity undergoes change character. longer complained 
that all men tend follow the same occupation, but rather that they 
strive imitate single pattern behavior. The executive classes 
particular are said becoming set gray-flannelled robots: well- 
mannered, efficient pedestrian way, deliberatively non-imaginative, 
setting security above adventure polished cogs the organization 
machine. However, one can find much support for the proposition that 
although the various classes society are becoming less distinctive, the 
diversity behavior within each class increasing. 

But non-conformity virtue? Much the lament over growing 
conformity seems rest upon what might called the ideal bo- 
hemian behavior. suitably small number bohemians doubt 
interesting and desirable element the good society, but the essence 
real individualism surely does not lie deliberate non-conformity. 

Unreasoning diversity senseless. If, parade independence 
thought, challenge Pythagoras’ theorem examine the nutritive 
balance cannibalistic diet, simply silly creature. The only 
admirable individualism that which, the person himself, rational 
and significant. crucial importance that preserve the dignity 
and inexhaustible fertility independent men. 

The economic system, have argued, has done its share magnificently 
giving the individual great opportunities for development; has 
provided ample resources educate him, has opened him im- 
mensely varied occupations, and has given him the leisure act with 
deliberation and information. 

The social system, and especially the state, have been less considerate 
the individual’s freedom. Prescriptions prudent conduct and the 
prohibitions upon unpopular activities have multiplied. This declining 
respect for individual freedom not inevitable consequence the 
trends social and economic life. true that, given level 
income, increasingly interdependent society requires increased 
governmental control over social relationships. But also true that, 
given the degree interdependence, the need for social controls de- 
clines average income rises. 

And conclude that conformity the deliberate suppression one’s 
personal tastes secure the approval the group not basic and 


growing problem, but that coercion the compulsory adherence ap- 
proved patterns behavior basic and growing problem. The ex- 
citement that has been generated over the issue conformity will have 
served great social purpose awakens public attention how often 
and how unnecessarily have encroached upon the domain the 
individual. (7) 


The Liberal Hour 


Boston: Houghton Mifflin Co., 
1960. 197 pp. $3.50 


John Kenneth Galbraith 


Professor Economics 
Harvard University 
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ADLAI STEVENSON once referred the moment just before presidential 
elections when even the most obsolete men become reconciled, briefly 
and expediently, the machine age. thought that this pause 
normal conservative occupation might called “the liberal hour.” 
ever, possible that our greatest danger, these days massive 
introspection, from our terrible solemnity. For this serious source 
inflexibility. Change and new evidence have way making previous 
convictions seem odd, even ridiculous. The relaxed man can accept 
correction without too grievous loss dignity. But the solemn man 
cannot. 

The subjects discuss are concerned with questions about the terms 
our competition with the Soviet Union; the importance intellectual 
capital and the obsolescence our machinery for maintaining it; the 
alienation economics from art; and the old question inflation. 
There are also some thoughts economic history, the consequences 
the marriage economics and history. 

imagine that our competition with the Soviets consists meeting 
their production challenge would major mistake. Economic growth 
means one thing the Soviets and something very different us. Even 
though may wish for more rapid and reliable economic growth, 
production contest with the Soviets will not much advance our cause. 
Without further action would not supply the goods the people who 
most need them. would add nothing itself our military eco- 
nomic power. And could divert attention from more important things. 

Our competition with the Soviets should not confined space 
mechanics where would limit ourselves only one part the 
competition and part where are doing badly. must become 
increasingly aware the disorderly quality our urban society, and 
much its squalor, delinquency and crime; second, must more 
aware unemployment (as lends support the Marxian contention 
that capitalism cannot function with its industrial reserve army). third 
weakness the role arms expenditures our economic life. There 
profound conviction many that our economy thought prosper 
only the manufacture instruments destruction. But, the 
competition develop and reveal the quality our society, must 
make known that our greatest achievements are those that depend 
our capacity for economic and social experiment and change, and 
the diversity and freedom our culture. 

considering the flux and flow our free culture, one might ask, 
“What the evidence that men have been gaining machines that 
skill and intelligence have become more important what call 
economic progress than capital plant and equipment?” Both techno- 
logical advance and improved skills and abilities are the product 
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personal development. Machines not improve men. And most tech- 
nological advance now the result not the accident inspiration 
genius but highly purposeful effort. now get the larger part 
our industrial growth, not from more capital investment but from im- 
provements brought about highly improved men. 
Man has not retreated before the machine; rather the machine has 
become desperately dependent the improvement man. 
unfortunate that art today has nothing with these sterner 
preoccupations the economist. not the artist who suffers from the 
art from economics, but the reverse. Our exported goods 
have fallen way below European standards and our own tastes. There 
need for beauty design for our products, revealing the fact that 
artistic perception necessary the modern manufacturer con- 
sumer goods engineering skill. 
Another misfortune which often occurs our society the major one 
inflation. The remedy for lies limited intervention. (There 
need for public action where there nothing wrong, such prices 
agricultural and apparel industries). The machinery for intervention 
should simple and its aim should restraint, not rigid price-and- 
wage-fixing. Also, the effort achieve stability should carried on, 
possible, conciliatory spirit, with full hearings, discussions and 
representative committees. 
looking back over our history and the history our economy 
within the past century and half so, there much evidence errors 
interpretation. After hundred years, the South has not entirely got 
over the habit attributing its economic misfortunes the Civil 
and the aftermath attribution for which there sup- 
porting evidence. 
another instance, upon examining the Crash evident 
that should not have seemed sudden and unexpected. steps 
were taken arrest tendencies which were obviously leading, and which 
did lead disaster. Some the more important reasons include the 
United States becoming, after World War great creditor country 
instead debtor; and the stock market boom the middle twenties, 
Which was inherently self-liquidating, for the market was bound stop 
rising once the supply new customers began falter. And finally, 
retrospect see that the leadership these years had failed. 
Throughout the period the twenties and the War, our leaders had 
been victims the Most these men, who were somewhat 
the public eye, were given autonomous build-up, where, although 
they already earned measure public esteem for doing certain 
job, they were built supermen and put pedestals. But 
obvious that this never lasts, for have the example Eisenhower, (9) 


who after the war was provided with Renaissance stature, proof that 
foster great expectations, must count deep disillusion. 

prime example autonomous build-up was Henry Ford. Until 
the end the twenties, Ford was the nation’s most astonishing man, 
businessman, writer, and empiricist. The literature the time built him 
great hero the Ford myth. But with the publication 
And Then Came Ford, and Sward’s The Legend Henry Ford, truer 
life, more human picture the man was portrayed. Although was 
found incompetent the politics entered, and eventually bad 
the business ran (being ardent resistor any mechanical 
novations), was and still admired great entrepreneur who built 
the most famous car all times (though not the best), and who headed 
certainly the greatest manufacturing enterprise its day. 

hoped that this discussion might considered contribution 
relaxed debate concerning many the current matters the day, 
matters about which one can entirely sure. While have chal- 
lenged some the solemn myths which are bound, willing, 
least principle, challenged turn. 


Guideposts for 
Management: 
Seniority vs. Ability 


Canadian Business, Vol. 33, 
September 1960, pp. 132-134, 136 


Nicol 
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APART FROM WAGE ISSUES, the problem management rights and pre- 
rogatives selecting the man for the job the most critical one dividing 
labor and management. What happening many plants either: (a) 
straight seniority being followed promotions and cutbacks, with 
regard whatever for ability, (b) supervisors are discussing the moves 
with the union and are selecting more able man only when the union 
approves. 

Traditionally, management believes that owes more its long 
service employees than younger employees. However, much 
favors its senior employees, must see that jobs are manned the most 
capable people available. 

The union, too, while favoring length service, also recognizes 
that the business must operate efficiently prosper and pay good 
wages. But union members cannot say that one member better than 
another. All members must treated equally and union officers must 
have sound reasons for refusing fight for member who wants vacant 
job, avoid demotion following reduction staff. 


Proper administration requires skilled “know-how” and clearly de- 
fined procedures, First all, necessary know the various types 
jobs the plant. This involves analytical breakdown each job 
determine what tasks make the job and the skills required. This job 
analysis should result the typing “job requirements” for each 
classification. Another preparatory step should careful documentation 
the experience, education, physical condition, and performance 
each employee well his age. 

Finally, necessary have seniority lists, listing employees order 
dates hired. These lists may progression line, department 
plant, depending upon the seniority system applied. When 
vacancy involving promotion occurs all the above tools can util- 
ized. First, the job analysis and qualifications are consulted determine 
the type person required. Then the seniority list looked at. each 
name comes his employment, discipline and performance records 
are reviewed. The foremen are asked for additional relevant facts. Opin- 
are not accepted only the facts which opinions are based. 

Unions frequently request that vacant jobs posted that employees 
may apply for them. Properly used this practice help the employer 
informs him those who are interested. 

Decisions must made whether job vacancies are posted 
only the department which the vacancy occurs plantwide. 
Should all job vacancies posted, only key top jobs, semi-skilled jobs 
bottom jobs? Some companies make their own independent selection 
people for jobs; others prefer comb the plant for the best potentials. 

When posting jobs, wise include statement necessary qualifi- 
cations, and all applications must answered. The employee may 
chosen the basis two principles: First, that need have the ability 
only for the vacant position. can the job, cannot passed 
over merely because cannot higher jobs. Second, 
company not required, the absence express provision the 
agreement, train person the job. 

Careful selection people should not confined senior key jobs 
have seen. Every job important part plant efficiency and 
should properly filled. Even bottom jobs are important employees, 
and management haphazard arbitrary placing people them, 
employees feel they are being pushed around. 

They lose respect for and confidence management and turn the 
union for leadership and protection. When the union gains control 
bottom jobs, soon gets control all jobs. 

conclusion see that it’s doubtful anything more important 
employee morale and attitudes than the methods used select the 
men for promotion, demotion, transfer, layoff rehire. 
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“Waste Makers” Editor’s The Waste Makers the most recent book Vance 


Hoax? Packard, author The Hidden Persuaders and The Status Seekers, 
Printers’ Ink, No. 14, general, The Waste Makers has been reviewed favorably. typical re. 
September 30, 1960, pp. 20-22, comment this one from the New York Times: “The documen. 
24, 25, 28, tation Packard offers and the forcefulness with which makes his points 
make this book fascinating somewhat morbid reading. 
unveils the appalling record artificially induced wastefulness, the 
engineering accelerated obsolescence, the flooding stores with 


shoddy merchandise for which increasingly mendacious claims are 
made....” 

Contrary praise which The Waste Makers has received, Printers’ 
Ink, the weekly magazine advertising and marketing, takes sharp issue 
with Packard’s thesis. The magazine occasionally quoted Packard 
provide documentation for his charges. The following article from 
Printers’ Ink probably among the first series counter-attacks 
the advertising and marketing world, which not exactly eulogized 
Packard. 


SEVEN TOP EXECUTIVES advertising accuse the author The Waste 
Makers flagrant misrepresentation. They contend that they have the 
facts about their industry and does not. Their analyses appear the 
following paragraphs. Each man concentrates specific section, 
ing chapter-by-chapter disclosure the half-truths, distorted facts 
and twisted ideas that make Packard’s work. 

Barton Cummings, president Compton Advertising Inc.: 
Chapters 1-3 The Waste Makers, businessmen are portrayed either 
gluttons thieves; and trying make evil out new-product 
programs, Packard has produced book full half-truths and innuen- 
does. Among Packard’s inconsistencies that one page deplores 
vast U.S. spending defense, while another page praises Russia’s 
moon satellite feat even though far greater percentage Soviet out- 
put for the military. 

Donald Frost, vice-president Bristol-Meyers Co.: Chapters 4-5 
Packard has been caught with his fallacies bared. For instance, 
estimates the power and effectiveness advertising. grossly 
estimates the judgement and independence Mr. and Mrs. Consumer. 
completely ignores the basic desires for convenience and comfort and 
leaves limbo any consideration the individual tastes. Viewed from 
his side, his examples the wasteful elements our economy are valid. 
Examined the light consumer convenience and desire, they 
hold water. 
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Zern, vice-president, Geyer, Morey, Madden and Ballard: 
Chapters 6-11, Packard takes pages prove what literate person 
would dispute: that planned obsolescence policy and practice 
many U.S. manufacturers. This reminder similar statement 
made Stuart Chase years ago that waste important factor 
our national economy. But Packard fails differentiate between deliber- 
ately planned junkiness some manufactured products and the natural 
obsolescence that occurs any field when new, improved product 
introduced. Though the book better stating problems than pro- 
viding solutions, may stimulate little thinking. 

Richard Kerr, president, Hickerson, Inc.: Chapters 12, 13, 
and Packard ignores one basic factor: the public asking for more, 
better, faster, easier products and services rate faster than the in- 
genuity American enterprise can supply them. result, Packard’s 
arguments, though colorful, are invalid and step removed from reality. 
hates see the good old days pass but great number people 
the world are glad see them go. 

Walter Weir, chairman the executive committee, Donahue and 
Coe, Inc.: Chapters 15-16, Vance Packard shamelessly guilty the 
very practices condemns the author The Hidden Persuaders, 
The Status Seekers and now The Waste Makers. The reasons for this 
statement are apparent anyone who reads any all his three books. 

The first his consistent selection and use highly charged language. 
The second his repeated quotation the statements opinions 
not particularly qualified individuals suggest widespread attitudes, 
practices trends. The third his trash-basket-like accumulation 
trivia, all carefully sifted support only his point view, and his 
refusal either question analyze this. 

Ray Mithun, president, Campbell-Mithun, Inc.: Chapters 17-20. 
era sick comedians, sick playwrights and sick poets, suppose 
was inevitable that should generate some sick economists and sick 
moralists, too. Lacking the bold scholarship Stuart Chase and the 
writing flair Robert Ruark, Vance Packard mistakes the light 
progress for prairie fire. worries about exploding suburbs devastat- 
ing acres farmland without acknowledging that millions acres 
are deliberately unused now because farm productivity has trebled 
since the 

Edwin Cox, Chairman the Executive Committee, Kenyon and Eck- 
hardt, Inc.: Chapters 21-25, Packard, after venting his displeasure 
our system consumption” and the makers 
not need and should not want,” offers smérgasbord sug- 
gestions. They range from cabinet post for Department Consumers 
warmed over version enforced grade labeling punitive tax 
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advertising population control through sliding scale income 
tax deductions (only $200 for the fourth child, dear!). 

excess neo-puritanism, Packard seems feel that there 
something degrading about being the healthiest, best-fed 
housed nation history. true that our own business advertising 
has supported the debasement television, and certain aspects 
planned obsolescence have degraded the product our factories. But 
not rid the golden goose ticks recourse the axe. 
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WERE MAKE “emotional check-up” executive, there are 
certain somewhat impertinent questions would ask. believe such 
examination would serve two purposes; would provide the basis 
for evaluating the executive’s mental health order make 
mendations, and would give him food for thought. 

would ask about the constancy the executive’s own personal 
lationships, his ability get along with his associates, his ability deal 
with reality (calmly, with loss temper), his ability accept 
frustration, and what satisfaction finds constructive, creative giving 
himself. would try find out how free anxiety and tensions 
and whether seeks and will accept help when needs it. 

Here are some recommendations which offering the executive 
prescription for improvement his mental health. 

Periodically should set aside some time think about his life 
goals immediate and future and his progress toward them. should 
review carefully his priorities, his ambitions and aspirations. should 
consider how much time devotes his family. And should take 
vacations. 

kind vacation spending time avocation, enjoying hobby, 
one which provides enrichment, refreshment, and relaxation life 
during the working years, but also can sound preparation for the 
retirement years. 

The executive must face his role the organization. should 
honest, considerate, affectionate leader order make pos- 
sible for his associates live harmony with him and with them. 
also must realize that because his leadership ability, the executive 
has responsibility his own community. 

Basic the improvement the executive’s mental health and the 
reduction tension-producing situations for him learn more 
about himself how relates himself other people how handles 
his hostile feelings and realizes that the best neutralizer hate the 
ability love, which expresses itself understanding, tolerance, gene- 
rosity, humility, and constructive activity. 


THE BIGGEST NATIONAL ADVERTISERS are betting record millions 
their brands. eight space and time media last year the top 100 
them bought combined $1.69 billion. And you add their efforts 
such other media point-of-purchase, premiums, sampling, direct mail 
and more, their total advertising tab probably exceeded $2.5 billion. 

They have built big stake their national brands. Surely, they must 
put every ounce effort into the further strengthening their hard- 
won franchises. 

But they? The answer is: Most these biggest advertisers don’t. 
fact, many them even supply their private brand rivals. 

The eight media from which the total for this article are taken are 
newspapers, general and farm magazines, business publications, net- 
work and spot television, spot radio and outdoor. 

Among the top 100 advertisers, there seems growing tendency 
carry customers and brands both shoulders, and publicly 
least not let the right (or national-brand) hand know what the left 
(or private-brand) hand doing. 

Even among companies primarily concerned with finished consumer 
products certain factors are spurring trend find big buyers fast. 
“Commodity” companies everything from milk green coffee 
grain and fruits and vegetables can glutted. certain industries 
detergents, for instance production capacity now exceeds ability 
sell through regular retail channels. Also, manufacturers many in- 
dustries today are glad have big (private-brand) customers help 
them maintain steady flow production and sales. 

The extent which the retailers have not been licked suggested 
the fact that five-sixths grocery chains, all sizes, now sell their 
own labels, and about three-fifths them say they are increasing the 
number such labels. They believe that store identity now means more 
than brand identity. 

The ten biggest chains now 44% all super market volume and 
nearly one-third all grocery volume. They are growing faster than 
their major suppliers. 

Excluding the motorcar, soft drink, cigarette and beer companies, the 
service and supplier companies, and the Florida Citrus Commission, 
among the 100 top advertisers may said tempta- 
tions” sell for others’ labels. 

Joseph Foy Grand Rapids, chairman Cooperative Food 
Distributors America’s trade relations committee, tells Food Topics: 
“Private labels just don’t grow. They develop feed need the 
retail Instead “sitting back and wringing their national 
brand promoters should strive learn why distributor-controlled brands 
are hurting their sales. 
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Early 1959, the Grocery Manufacturers America outlined plans 
for thorough, long-range study “Prevailing Marketing Practices and 
Policies” including private labeling. 

light this study, GMA suggests that “their own self-interest,” 
manufacturers reduce distribution costs make their retail prices com- 
parable with those private brands; ensure that money paid for 
advertising used for it; separate the customers” from the mere 
“handlers” their products; and inform their own salesmen the 
advantages advertised brands and the disadvantages distributors 
private brands. 

The manufacturers should “promote the quality advertised 
the same time their top managers should “evaluate the end net 
profitability from supplying private brands. 

distributors (retailers), GMA would prove “what happens 
distributors’ sales and profits when ... manufacturers’ brands are given 
equal [or even preferred display] position.” 

One way which manufacturers might meet the store-brand threat 

Meanwhile, manufacturers must learn live, and grow, with the 
chains. National advertising potent force but only when retailers 
get actively into the act. 

Part the private-brand answer is: Whatever the size and strength 
the advertising, national brands still have displayed and sold. 


‘ 
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THIS MAY INTEREST YOU 


She Editor 


Being thoroughly convinced the great value and pleasure 
derived from reading, was especially pleased run across the 
article "Reading for Management People," Charles Potter, 
assistant treasurer Co. Published the summer issue the 
Bell Telephone Magazine, Mr. Potter's article noted that because the 
increasing tempo change this nation and abroad have 
obligation, both ourselves and society, keep informed about 
the new ideas and events the material and intellectual spheres. 

Mr. Potter also remarked that "Not the least important the fact 
that the person who reads acquire knowledge and who also thinks 
comprehend the significance the facts that has acquired, 
likely improve his ability work effectively. This, obviously, 
good for the individual and obviously good for the organization." 

Regarding the choice publications for regular reading, Mr. Potter 
advises, "you will want select those which you think are most 
informative and which will require the least amount time 
me, this extremely relevant point, for believe one the 
greatest barriers the development regular reading top 
management the element time. Since there are many 
publications competing for the executive's perusal, management 
personnel simply cannot afford the time scan the 
worthwhile periodicals and books select what considers 
Significant reading. Even could this, chances are would 
never have time fully read half his selections. 
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Needless say, The Executive does its best solve this problem 
saving management's time through doing the selecting itself and then 
presenting top management digest, the style and words the 
original, what judged the most significant current 
literature the fields business, politics, sociology and economics, 
The new format and typography The Executive, which hope meets with 
your approval, designed save you additional time providing you 
with magazine having maximum readability. Any comments you might 
have about the new design and editorial content, which course 
paramount importance, will most welcome. 

The importance businessmen reading is, believe, effectively 
highlighted the number company libraries this country. The 
demand for such libraries apparently such that the Special Libraries 
Association (31 New York City) has published Checklist for 
the Organization, Operation and Evaluation Company Library (1960). 
Written Eva Lou Fisher, the 60-page pamphlet "is planned for the use 
non-librarian management well administrators libraries. 
especially intended for handy reference making decisions, such 
planning company library where none exists evaluating one already 
existence." 

view these comments reading and libraries, and also view 
fast-approaching Christmas, thought would appropriate 
devote the remainder the center spread review managerent 
literature that has appeared the last eight years so. 

The following selections appear General Electric's Digest 
Bibliography Bigness: 

Corporate Size 
Glover, John The Attack Big Business. Boston, Harvard 
University Graduate School Business Administration, 1954. 375 pp. 
Kaplan, Big Enterprise Competitive System. Washington, 
Brookings Institution, 1954. 269 pp. 
Machlup, Fritz. The Economics Sellers' Competition; Model Analysis 
Baltimore, Johns Hopkins, 1952. 582 pp. 
Government Regulation 
Van Cise, Jerrold Understanding the Antitrust Laws. New York, 
Practicing Institute, 1955. 173 pp. 


Handler, Milton. Antitrust Perspective; the Complementary Roles 
Rule and Discretion. New York, Columbia University Press, 1957. 
151 pp. 

Organization and Managing 

Cordiner, Ralph New Frontiers for Professional Managers. New 
York, McGraw-Hill, 1956. 121 pp. 

Drucker, Peter. The Practice Management. New York, Harper, 1954. 
404 pp. 

Economic Growth and Technological Change 

Lewis, Arthur. The Theory Economic Growth. Homewood, 
Irwin, 1955. 453 pp. 

Allen, Frank and others, eds. and Social Change. New 
York, Appleton-Century-Crofts, 1957. 529 pp. 

Public Relations and Public Opinion 

Hill, John Corporate Public Relations; Arm Modern Management. 
New York, Harper, 1958. 178 pp. 

Fisher, Burton and Stephen Withey. Big Business the People 
See It. Ann Arbor, University Michigan Survey Research Center. 
1951. 200 pp. 

Power and Responsibility 

Galbraith, John American Capitalism; the Concept 
Countervailing Power. Boston, Houghton Mifflin, 1952. 217 pp. 

Bowen, Howard Social Responsibilities the Businessman. New 
York, Harper, 1953. 276 pp. 

From bibliography Harvard's International Marketing Institute, 

note the following selections: 
Business and Economic History 

Allen, Frederick The Big Change: America Transforms Itself, 
1900-1950. Harper, 1952. pp. 

Kirkland, Edward History American Economic Life. edition. 
Appleton, 1951. 740 pp. 

Williamson, Harold ed. The Growth the American Economy, 
edition. Prentice Hall, 1954. 946 pp. 

Business Fluctuations and Forecasting 
Wright, Wilson Forecasting for Profit. Wiley, 173 pp. 
Newbury, Frank Business Forecasting: Principles and Practice 


McGraw-Hill, 1952. 273 pp. 
Importing, Exporting, Foreign Trade 
MacDonald, Philip. Practical Exporting. 1959, 
pp. 
Pratt, Edward The Foreign Trade Handbook: Guide Exporting, 
edition. Dartnell, 1952. 1472 pp. 
U.S. Chamber Commerce. Foreign Commerce Handbook. Author, 1950. 
169 pp. 
General Statistical Techniques 
Moroney, Facts from Figures. edition. Penguin Books, Inc, 
1956. 472 pp. 
Tuttle, Alva Elementary Business and Economic Statistics. 
McGraw-Hill, 1957. 663 pp. 
Zeisel, Hans. Say With Figures: Manual for Statisticians 


the Field Opinion and Consumer Research. Harper, 1957. 4th 
Rev. edition. 275 pp. 
Retailing 
Duncan, Delbert and Charles Phillips. Principles 
and Methods. Sth edition. 1959. 
Wingate, John and Elmer Schaller. Retail 
Merchandising. edition. Prentice-Hall, 1950. 574 pp. 
Although brief, hope this listing will some value. you 
appreciate this kind information from time time, please not 
hesitate drop line. Since have disposal the full 
resources Baker Library, able furnish you, this center 
spread, with information relating host current issues 
problems with which business confronted. there any 
particular topic you wish explore, simply tell about it. 


With best wishes, 


William Falcon, Editor 
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SPEAKER and speech teacher, have read much about responsible 
speaking, but, contrast, almost nothing concerning responsible listen- 
ing. Clearly, something needs said; the listener important. And 
this end thesis that communication responsibility co-equal 
between the speaker and his listeners. either party fails exercise 
mature responsibility, communication failure will automatically ensue. 

ought obvious that irresponsible listening can wreck the best 
responsible speaking. But what responsible listening? More specifi- 
cally, what can the responsible speaker rightfully expect responsible 
listeners? few the “rights” that can make significant differences 
communication outcomes are listed here. 

(1) The speaker has right expect adequate listening skills. This 
not easily accomplished may appear first glance. Why? Be- 
cause the great majority Americans are almost listening illiterates. Our 
experience indicates that, prior training, even people with the intel- 
lectual acumen top business executive can get only thirty forty 
per cent the important ideas simple, brief, oral discourse. And when 
the complexity ideas and length speech are only mildly increased, 
listening comprehension generally falls off less than twenty-five per 
cent only little better than mere random guessing. Listening skills, 
such concentration, recognition important ideas, following pat- 
tern thought, summarization, and retention are appallingly low. 

For some reason has been assumed that people are just 
good listeners. The truth that good listening proficiency reflects good 
training listening skills. time that academicians and business 
people undertake systematically give that more responsible 
listening can take place our society. 

(2) The speaker has right expect purposive listening. The 
popular assumption that the speaker carry the whole commu- 
nication burden engenders almost purposeless state listeners. 

Good speaking always centered listener purpose. But how can 
speakers direct themselves such purpose unless listeners consciously 
know and communicate what they want? 

(3) The speaker has right expect proper physical facilities. This 
may appear elementary, but physical facilities can make real 
differences speakers. 

(4) The speaker has right valid, relevant information about 
listeners. valid mean accurate, well-founded data. relevant 
mean information which germane and important relationship 
the listeners’ purposes and the speaker’s subject. Very few program chair- 
men have taken the time get genuine information such factors 
what the group already knows about the subject; specifically what 
additional information the group wants the subject; the psycho- 
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logical state the listeners toward the topic, whether favorable, 
opposed, neutral. 

not difficult get these data. simple, written questionnaire, 
informal talks with representative sample the group will generally 
suffice. And such information can invaluable giving the speaker 
starting point and intelligent base for thinking through the what 
and how his presentation. 

(5) The speaker has the right courtesy. Unintended discourtesy 
frequently evidenced when the speaker introduced. The purpose 
introduction acquaint the audience with the speaker, and 
make possible for him better job for his listeners. Why then 
many introductory remarks run ten fifteen minutes inane, 
irrelevant noisemaking? 

good introduction can made two three minutes but, like 
any other good speech, must well-prepared. 

What have been saying this: responsible listeners will plan and 
carry out their programs that the speaker made feel that the 
important event the day evening. They know that doing they 
are telling him that they appreciate his efforts. They know, too, that 
the speaker will spurred even greater efforts his best for 
them. 


Can Decision-Making 
Learned? 


Navy Management Review, 


CAN MANAGER IMPROVE the quality his decisions? the knack for 
decision-making and problem-solving innate acquired? 

Both viewpoints are correct. Innate intelligence course basic 
advantage, but more important than intelligence what the manager 
does with the resources available him making decisions. Through 
better understanding what goes into the decision-making problem- 
solving process, the total process and end result can improved. 

What goes into the process? First all information. Both quantity 
and quality information are subject constant improvement. Second- 
ly, the manager must ever aware the limitations his informa- 
tion... what doesn’t know about the situation well what 
does know. Thirdly, the manager needs method, orderliness, scientific 
approach his use information. Method entails fast rejection 
irrelevant information, giving comparative weights different con- 
siderations, assigning priorities, and knowing what questions ask 
whom. sum, our highly complex and technological environment the 
method solving problems more significant than the in- 
timate knowledge technical details. 

The implications here are enormous. long decision making re- 
mains private affair, not open supervision; one can 
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faulty assumptions cannot pinpointed; there can assurance that 
there were not grave flaws reasoning and conclusions. Perhaps more 
serious, under this outmoded practice, the manager himself can never 
assured that has done adequate job. 


THE CURRENT USE management games, emphasis placed upon 
analysis the economic-quantitative data produced; relatively little 
attention has been focused upon interpersonal forces work within the 
gaming groups. The purpose this article explore the possibil- 
ities that management games offer for providing learning situation 
which all the significant factors affecting managerial decision-making 
can considered. These include not only the economic and quantitative 
factors, but also the dynamics decision-making groups work and 
interpersonal skills needed effective decision-making. 

are realizing more and more that management decisions are 
rarely, ever, conditioned solely purely logical thinking and analysis. 
reality, they are strongly influenced the needs, attitudes, feelings, 
and emotions those who participate their making. 

might helpful review briefly the methods used gaming. 
business game basically group exercise sequential decision- 
making. Participants are divided into three six competing teams; each 
team assumes the roles managing the simulated operation. 

Each team given period time (usually from ten thirty 
minutes) make variety decisions for the hypothetical operation, 
such pricing product, advertising expenditures, number sales- 
men hired, outlays for research and development, and on. After 
decisions for the period have been made, they are turned over the 
game administrators, who calculate operating results, and feed back 
this information the participating teams. This cycle decision- 
making and feedback results repeated until one more hypotheti- 
cal years operation have been simulated. Teams are often required 
chart their results play progresses; these results are discussed and 
analyzed the critique session that follows the game. 

Outlines for analysis the game play that are given the par- 
ticipants framework for discussion will raise such questions as: What 
patterns leadership evolved within the group play progressed? 
Were there any struggles for leadership? so, how did they influence 
the company’s decision-making? Although some insight seems 
gained such approach, the authors have generally found that 
these discussions have been carried superficial level. 

Less frequently, game administrators will attempt focus attention 
upon the group dynamics aspects decision-making arranging for 
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individual sit with each gaming group during play observer, 
various points during play and/or afterwards, this individual may 
called upon feed back information the group about its behavior 
basis for discussion and analysis. 

Almost invariably, emphasis upon patterns group development 
rather than the individual’s behavorial patterns. 

general, management games seem generate greater degree 
ego involvement among participants than most other group training 
approaches. Trainers who work with groups that display considerable 
apathy toward most training efforts have been quite pleased the 
deep involvement created gaming sessions. However, valid question 
may raised whether the competitive nature management 
games, they are frequently conducted, may not prevent creation 
atmosphere that sufficiently non-threatening conducive real 
learning. 

There are several possible approaches that may minimize this danger 
and make the management gaming group more effective medium for 
promoting learning. Some users games, for example, provide partici- 
pants with opportunity engage one more practice rounds 
play before beginning the main portion the simulation exercise. 
Such practice periods create more favorable learning climate 
lowering initial threat from exposure inadequacies because they 
are only trials. Pressures and tensions may also lessened allotting 
more time for making decisions. 

real question may raised whether individual can 
fectively handle the two quite distinct kinds analysis human 
relations and quantitative, economic data the same 
time. 

This danger attempting accomplish too many things one time 
again raises the question just how much time should allotted 
decision-making management games. also points out the necessity 
for the trainer consider carefully what that hopes teach 
the use the games. 

While management gaming may means inducing development 
participants’ empathy the usual sense, the seems especially ap- 
propriate for training sensitivity the values, beliefs, feelings, and 
behavior other specific groups. permitting managers one phase 
company’s operation play management game oriented an- 
other area the firm’s operation, excellent opportunity may 
provided for the simulated experiencing other fellow’s prob- 
lems.” 

Current research indicates that the learner training group must 
have opportunity try out his new behavior real learning take 
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place. view this, serious question may raised the effective- 
ness gaming programs where several hours simulation play are 
followed critique session. Under such conditions, any 
feedback regarding the appropriateness behavorial responses that 
may come forth the critique would seem largely wasted, for 
participants have opportunity try out new patterns relating 
the group. the contention the authors that gaming groups are 
successfully used change-inducing medium, continuous feed- 
back must provided participants throughout the simulation exercise. 
placing observer with each gaming group during each decision- 
making period, participants could provided with opportunity 
learn more about the dynamics the group work well their own 
interpersonal skills and means relating others. 

The low-threat situation necessary for the revelation one’s own in- 
adequacies relating others could also maintained and improved 
the gaming teams were kept within their small groups for the critique 
session, instead assembling them together for discussion. 


ONE THE FEW truly encouraging aspects the present somewhat 
drab economic picture the fact that corporations, most cases, actual- 
generate much more cash for use the business than can deter- 
mined glance the income statement. The reason simple. The 
law allows companies deduct the annual wear and tear machinery 
and equipment, well the depletion natural resources, from their 
operating profits. Since these items are expenses, but not actual cash 
outlays, they have the effect reducing reported net income and thus 
lowering corporate income taxes. Net result: more cash for use the 
business. 

Lest anyone dispute the significance cash flows economic force, 
pointed out that the sums corporations set aside last year 
for depreciation, depletion and amortization, when added net 
income, were sufficient account for all the capital spending this 
country, with enough left over bolster working capital positions. 

brief, these reserves have become the single most important source 
corporate financing. such, they have exercised direct impact 
upon the securities markets holding down the amount new financ- 
ing necessary through stock and bond issues; perhaps more importantly 
they have contributed strongly corporate liquidity that domestic 
companies have become enormous holders Treasury notes and 
This shift from bank ownership corporate ownership Treasury 
obligations has actually placed limits the ability the Federal 
Reserve exercise complete control over money market conditions. 
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Those companies that have been astute enough get the government 
indirectly finance half their capital spending programs have 
certainly been benefited. For capital expenditures that produce 
growing depreciation reserves write off the new plants and equipment; 
and every dollar that can charged depreciation dollar not 
ject the 52% corporate tax rate. 

For investors seeking analyze cash flow and its significance, the 
simplest approach view cash earnings the total earnings corpo- 
ration actually generates from its operation. Deduct divided payments, 
and the net result the amount money actually plowed back into the 
business create new earnings the future. Whether this process 
worthwhile not depends, course, how efficiently the corporation 
uses its invested capital. 

This brief technical discussion should make clear that cash earnings 
are fast becoming the single most important determinant corporate 
well-being, since depreciation reserves now exceed net income wide 
margin. 

Since depreciation and cash earnings are closely tied the level 
capital spending, this vital economic force now takes even greater 
importance. For capital spending slows down means that sometime 
the future corporations will have smaller depreciation reserves and 
hence smaller sums plow back into new earning assets. 

Liberal depreciation policies are especially vital today, when capital 
spending showing signs tapering off. They are still inadequate 
meet the replacement needs many corporations the present rate 
cost increases continues into the future. 

the encouragement such replacement the United States far 
behind the rest the industrial world. American industry must contend 
with complicated set rules designed deny rapid write-offs most 
companies. result, industry whole running the red when 
depreciation allowances are placed against actual replacement costs 
machinery. 

Corporate statements become progressively more confusing because 
the impact taxes among other factors. Managements have been 
forced use all their imagination find ways within the law reduce 
the tax bill. Hence, investors must likewise develop greater sophistica- 
tion assessing tax consequences corporate actions. 

The most important single factor along these lines depreciation. 
Cash flow gives the investor way measuring not only the progress 
made expanding operations but also the astuteness management 
taking maximum advantage the law. tool that must 
every investor’s arsenal these complicated days. 
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THERE ARE LEAST ten ways which organization can accommodate 
itself the abilities, needs, desires, and hopes the individual. all, 
marked degree, the needs the individual are being met, and 
most, has responded correspondingly increased outlay energy 
and ability. Not only these instances provide opportunities for ex- 
perimentation and observation, but they also suggest ways which 
traditional management can modified conservatively yet progressively. 
They are: 

(1) New Programs: This large category including not only the 
whole agencies, but also the creation new units within old, 
and the overlay, certain instances, old programs with new ideas. The 
enthusiasm that all this engenders includes all levels organization. 

(2) Well-Established Programs With Large Areas Discretion: These 
are best characterized the old government bureau with its familiar 
program the well-established company with the virtually autono- 
mous branch office. There ease relationship between both super- 
visors and the supervised because the manner which assignments 
have developed. 

(3) Field Office Assignments: well-established that there are many 
employees who much prefer life regional office life head- 
quarters, because greater freedom improvisation than they would 
have the company’s headquarters, more importance given the 
individual, and finally the strong relationship between the field man 
representative the company and his clientele. 

(4) Emergency Tasks: Such assignments these provide variety, 
improvisation becomes keynote workers move from one area job 
another “help The task, rather than the boss, becomes the 
task-master, and long the crisis client-created, the emergency 
nature, most people will try rise the occasion. 

(5) Individualized Programs: Programs where the nature the work 
product permits individual variation, styling, seem capture 
greater degree the enthusiasm their participants than those which 
not have these characteristics. Such programs provide type individ- 
ual-identification not found mass-production industrial large-scale 
clerical organizations. 

(6) Programs Informational Promotional Nature: The nature 
these programs places emphasis upon personal initiative, imagination, 
inventiveness, and persuasiveness. These are characteristics very much 
keeping with the standards which most individuals our society are 
encouraged develop. The significance these programs lies the fact 
that the premium upon doing something, not always something 
new. 

(7) Educational Programs: The educators and trainers management 
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have recent years been given major voice determining not only 
how the training program should conducted but also what should 
taught. The individual’s on-the-job conduct reflects this change his 
status. More and more takes the appearance his university 

(8) The Research Programs: Knowledge the reward inquiry and 
the researcher moved resolutely towards greater knowledge the 
change information with his associates. 

(9) Programs Which There Are Many Supervisors: Working for, 
with, several “supervisors” carries with the realization that the 
worker large degree working for himself, and result, has the 
opportunity act considerable degree upon his own initiative. 

(10) Programs Where The Supervisor One Profession, The Staff 
Another: This occurs organization where, because peculiar- 
ity arrangement, the usual hierarchical controls not exist, they 
do, where their impact lessened. The superior, aware his limitations, 
will hesitate invade the other’s areas expertise. The professional 
man, his part, will have freedoms that might not permitted him 
one his own field. Thus, satisfactory relationship ensues. 

conclusion, see that the above are instances which maximum 
participation and self-direction are permitted the individual within 
the framework traditional management. They suggest also that 
can done within the framework bureaucracy increase its effec- 
tiveness. 

Such approach, however, calls for both ingenuity and desire the 
part management. The prudent administrator can look, with good 
precedent, offering his associates larger voice the affairs the 
organization without being concerned lest turn the company com- 
pletely over his labor force. 


The Reorganization THIs ARTICLE will explore the issue whether not reorganization 
Controversy desirable when the need for found exist. The activity re- 
organizing the planning process that changes the organization struc- 
Engineering, Vol. ture (i.e. the procedures and pattern working relationships). 
September-October, 1960, The need for reorganization may arise rather suddenly slowly over 
378-382 


number years. But any rate needed usually because one 
more these symptoms malorganization, cited Drucker. The first 
concerns too many levels management. Rather than growth levels 
Operations Research Engineer, management, there can excess growth the number assistants 
Teletype Corporation expediters, coordinators, and committee meetings. third symptom 
the tendency have through channels rather than deal direct- 
(28) with the man the organization who has the needed information 


Howard Urow 


ily The fourth symptom malorganization gradually arising many 


organizations unbalanced management age structure. 
his Together with these symptoms are numerous others, pointing toward 
ity gradual need arising for reorganization, including staff-line conflicts, 


When there sudden need for reorganization, the most frequent 
reason for change top executives. Other reasons include the 


or, acquisition sale properties, plants companies, unexpected 
shifts the economic fortunes business enterprise, introduction 
new product technological breakthrough, and legal decision 


compelling financial reorganization. 

Business administrators are becoming more and more professional and 
are acquiring deeper understanding about the ways which large 
organizations can more effectively operate. They are becoming dy- 
namic the society which they live. But many managements will think 
long and hard before introducing changes which, whatever their long- 
run values, tend unsettle established relations among the individuals 
and groups which have already proven their worth making success 
the enterprise. The principal arguments against reorganizing con- 
sist series cautions observed undergoing the reorgan- 
ization. First, there might chance upsetting the social framework 
during reorganization. The personnel lose their sense direction and 
feeling security during this period. Often, the new plan appears 
accepted, when truth these are only surface appearances. 

Another caution commonly expressed against losing through the 
reorganization-process any the status symbols which the employees 
have come rely upon, employee required report new 
boss further down the chain command.) 

Ginzberg and Reilly argue that reorganization destined fail unless 


lack uniformity policies, high turnover sickness among execu- 
tives, failures meet delivery schedules, and bottlenecks production. 
new and qualified personnel are introduced into the organization, while 


Dimock concedes that the same personnel can successfully reorganized 
re- properly and patiently reoriented under the new rules and procedures. 
Just different views were found the desirability reorganization, 
are there different philosophies the approaches take order 
ver achieve successfully. There are two extreme philosophies the 
approach reorganization. The first, unfortunately, the most com- 
rst monly practiced one, the “Earthquake Approach,” which announces and 
els effects the change almost simultaneously. But here, morale injured and 
nts the reorganization plan’s success seriously hampered. 
the other extreme the second philosophy, the long-run 
perpetual reorganization approach, where the company perpetually 
its organization and changes are always being introduced. Very (29) 


close this philosophy, the accommodation approach, which does 
without the constant review and change. Here, the employees are in. 
troduced the need for change; changes begin considered and 
decided upon; there trial run, and finally full incorporation 
change. This approach has met with success but fails actually prevent 
the symptoms malorganization from arising. 

Another philosophy, called, democratic terms, group decision, lets 
the employees participate reorganization, but here efficiency sacri- 
ficed. 

From the tone this discussion apparent that the soundest 
philosophy reorganization the perpetual gradual approach. 
well managed business the process giving intelligent consider- 
ation the problems organization all times, all spasmodic and 
revolutionary changes are avoided. 


The New Republic, Vol. 143, will many things. The question most often asked, 
No. 14, September 26, 1960, how these pledges can made good; how can have more productive 
pp. 16-22 economy with full employment and without inflation. Are the Demo- 
crats talking spending” the present Adminis- 
tration feels, can provide stronger defense, more and better 


Chairman the Joint Economic schools and teachers? 
Committee Congress 


Paul Douglas 


There is, therefore, real cleavage between the parties with respect 
what and how much should done the federal government, and 
how it, and what new President could help make our 


Administrative assistant economy function better that public needs can more effectively 
Mr. Douglas 


Howard Shuman 


met. 

During the Eisenhower Administration, 1953-1959, our economy 
measured the real Gross National Product stood the slow rate 
2.4% year, that is, half what was previous 1953. Also, this 
period, although the growth labor force was much slower than the 
pre-Korean postwar period, unemployment has been, the average, 
substantially higher rate. 

Now, the competent special staff our Joint Economic Committee 
Congress, headed Otto Eckstein, has concluded that possible 
raise the annual rate growth 4.5% year. can done many 
ways: (1) Adequate increase the physical quantities both labor 
and capital; (2) Reduction unemployment and unused plant capaci- 
(i.e. steel); (3) Improvement the quality both capital and 
(4) Improvement the spirit industry through greater competition 
and more industrial harmony. 

(30) order fulfill these steps, must cut back unemployment low- 


Growth Without PLATFORM promises that new Democratic Ad- 


interest government loans; must have vocational retraining, more 
flexible retirement systems, lower prices the monopoly industries 
that more goods would desired and employment would expanded. 

Not only must there progress mechanical manipulation 
adding more physical units labor and capital, but there must im- 
provements quality, that is, the technology capital and the 
skills and education the labor force with federal aid education, 
public investment slum clearance, urban renewal, and conservation 
natural resources. The money for this will come from: (1) reduction 
wastes and improper business subsidies; (2) plugging loop- 
holes”; (3) increased rate growth itself; (4) government claim 
share the profits resulting from the creation increased money 
supply. 

There must also change the high interest-rate structure, which 
excessive and artificial, has held down production, retarded employ- 
ment and discouraged investment housing and small business. 

The Joint Economic Committee’s report “Employment, Growth, 
and Price Levels” suggested five-point program remedy the above- 
mentioned practices: (1) use fiscal policy much greater degree 
remedy excessive business fluctuations instead depending almost 
exclusively upon monetary policy. (2) The Federal Reserve should 
expand the money supply approximately the same rate the growth 
the real gross national product. (3) The Federal Reserve should ex- 
pand the money supply proper rate primarily means open 
market operations rather than the more recent past lowering 
reserve ratios. (4) The purchase long-time bonds the Reserve 
provide the needed secular growth rate the money supply would exert 
stabilizing and somewhat lowering influence interest rates. (5) 
The Treasury should put its long-term issues for competitive bidding 
instead issuing them par general accord with advice given 
distinctly interested parties. 

Such are the economic issues facing the nation. They are the heart 
politics 1960, and order put these economic policies into effect, 
the new President must, first all, give the public some better economic 
education. then must prepare budget which does meet our needs; 
introduce proper budgetary and fiscal policies when recession threat- 
ens; press for aid and health programs; place the right men key 
positions, ones who sympathize with progress, rather than fear it; 
provide for tax reform. word, should use the full power his 
office attain his ends. 

Editor’s Comment: Among the many questions stimulated this 
article are these: Has the higher interest-rate structure “held down pro- 
duction” and “retarded employment” view the fact that large 
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Before Expanding and 
Diversifying— 
Basic Considerations 


The Controller, Vol, 28, No.9, 
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percentage interest costs are tax deductible? Would lower 
rates really spur the economy view the resulting rate 
between this nation and those abroad, with subsequent balance-of-pay. 
ment ramifications? view the present state economic forecasting, 
can fiscal policy used “to much greater degree remedy excessive 
business fluctuations ...” that the time fiscal measures take effect 
the boom recession fiscal policy was designed combat has not passed, 


thereby making the fiscal policy liability rather than asset the 
economy? 


COMMON PROBLEM corporate management seems how one 
should about expanding and diversifying the business, and protecting 
against the usually unpredictable new developments other 
panies which might encroach upon the business the company 
question. 

Frequently have observed that many companies which wish ex- 
pand diversify their business not have any specific idea what 
they wish achieve, when they wish achieve it, how they can 
achieve it. There are some basic questions raised, suggest, before 
company goes ahead. 

The first step embarking expansion diversification program 
draw carefully considered long-range program stating what the 
company’s over-all objectives are. This should cover desired time ob- 
jective, and what extent the company should expand the same field, 
related fields completely unrelated fields. However, company should 
not restrict itself the most desirable objectives because opportunities 
might available which could very advantageous although they 
not fit with the previously planned objectives. 

formulating plan highly expedient have clearly mind 
just what company can cannot should not do. This raises 
many questions such as: 

What presently owned facilities are available? What manpower 
available? Does the company have products which have not been fully 
developed marketed? What distribution facilities are available? 

Another vital consideration what financing methods are available 
the company and which the most desirable. Should the company 
any acquisition pay cash, incur debt, issue preferred stock, issue common 
stock combination these? Sometimes company may find that 
the laws the state which incorporated are highly restrictive 


and may desirable through some expedient method reincor- 
porate another state. 


est The company should have program which, minimum, should 


cover whether not they should: 

Expand with existing established products; 

ng, Expand with products which have been developed, but for which 
ive market has not yet been established; 

ect Develop new products with the present organization. (If so, what 
ed, line?); 

the Acquire merge with other companies; 


Accomplish up-hill merger; that is, one which the company 

would controlled dominated the company merging with. 
company has decided that should expand diversify beyond its 
present organization, should then “all-out program” 


achieve its objective. recommended that all possible methods which 
ing are reasonable employed. These would include not only making 
your own search, but making the best use outside sources such 
consultants, business brokers, investment banking and brokerage houses, 
commercial banks and trust companies. 
Once company has found situation wants, faced with the 
hat problem what are the desirable and workable terms. third party 
can usually can invaluable assistance, not only bringing two princi- 
ore pals together, but also giving the principals opportunity talk 
more freely than they would they were talking directly each other. 
the assistance competent lawyers, public accountants, un- 
the derwriters, appraisers and other such professional help often indis- 
ob- pensable. 
Every time step taken accomplishing anything expansion 
uld diversification program, company should consider that step 
ties indicates the desirability making revision its program. Also, 
acompany goes for more than, say six months without any substantial 
indication accomplishing any its objectives, should then consider 
revising its objectives, changing augmenting the methods has 
ises used. 
LEADERSHIP the act management, and when applied Morality, and 
corporation any group adventure, whether military, social, Management 
gious, calls for more risk than prudence, more understanding than tact, Review and Modern 
more principle than expediency. Industry, Vol. 76, No. October 
The man management has two facets the boss and employee, the pp. 58, 61, 65, 67,68, 71, 
white collar and the blue collar, the producer and consumer cause and 
every situation. Moral responsibility begins the top and Sullivan 
down through middle management, supervisors, and foremen. in- Dun’s Review and 


cludes the complex and relative ethics wages, work rules, seniority, Industry (33) 


(34) 


fringes, profit participation, and pensions. includes proper estimate 
the worth the specialist technology and research and various 
staff assignments which seldom lead the top. 

Much said criticism the “organization man,” dehumanized 
entity whose soul hardened fixed pattern, being who acts with 
the movement robot. The “organization man,” like the “average 
man,” doesn’t exist except generalization. There enough the 
organizational imprint many executives cramp their thinking 
routines, but rigid organizational behavior not benchmark quality 
management, for good leadership must flexible and bit competitive 
tactics. The alert manager often autocratic but with good reason 
and from keen appraisal the facts. 

What, then, the over-all responsibility the top man manage- 
ment the society around him? his primary duty confined the 
perimeters business, does include larger duty society? 
Management has responsibility all sectors society political, 
economic, and cultural. The dimensions the moral framework 
which the manager functions are great, and can conveyed seven 
basic categories which begin with man, the individual, not mankind 
generalization: 

(1) sense identity: Many leaders management are concerned 
with the sense identity, for modernity tends dim the identity the 
individual, his meaning person, his duty citizen, his significance 
thinking being. But must recognize that individual 
mind and soul, created entity. 

(2) sense order: Management also the discipline which im- 
plies sense order, the statistic, the index number, wage rates, operat- 
ing ratios, Gross National Product, and other measuring devices for 
production, sales, and profits. The manager always faced with regu- 
latory law, restrictions and limitations, but must accept this part 
civilized society, and part the inspired and managed plan the 
universe. 

(3) sense purpose: Humanism demands that the world’s work 
done, but not the expense man’s loyalty his code personal 
ethics. The sense purpose includes aesthetics for those who have the 
capacity enjoy them participants, critics spectators, with the re- 
alization that man was placed earth the act Intelligent Will. 

(4) sense power: The power modern capitalism over the lives 
people grows with the complexity our industrial civilization, and 
the use and abuse this power rests equally with industrial management 
and labor management. Man, re-examining his power potential, has 
good reason fearful his gifts, and must understand this force 
within himself which may used for good evil, according the 


dictates and response his conscience. 

(5) sense love: This the spirit which still the basic hope 
justification for the human race. the instinct which impels mankind 
the service fellow man, instinct which includes justice, and all 
the implications the Golden Rule. 

(6) sense dignity: The sense dignity man persists because 
the recurring spirit rebellion against slavery mind body. in- 
sists superior position creature, gifted with reason and free- 
dom. 

(7) sense time: The whole capitalistic structure society based 
time factors, which encourage well limit the scope man’s 
achievement. But man must have this sense time, this concept 
goals attain, and the persistence attain them, under the whip the 
calendar. 

the good manager the exceptional man with ability 
organize, lead, and direct. thinks terms people well 
customers, all industry well his own company, the broader 
problems society well his own desk and bench. Most importantly, 
has faith people, and himself. 

manager, primarily concerned with the welfare man. 
man integrity who cannot adjust his ethics the season, the 
situation, the person, but guided principle even when hurts 
his pride purse. The moral obligation, use Bergson’s term, not 
only instinctive but dynamic society, and the manager any level 
responsibility must its aggressive advocate. 


THIS ARTICLE shall summarize few our basic ideas and findings 
upon which make generalizations concerning all industrializing 
societies all stages their development. 

Some the more common characteristics industrializing societies 
today are these: First, the industrial society associated with level 
technology far advance that earlier societies. There are vast 
investments plant, equipment and machinery, which demand the 
accumulation capital massive scale. Secondly, the industrial 
system demands its labour force wide range professions and skills, 
and since science and technology generate continuous change, new skills 
and occupations are constantly replacing the old. 

Thirdly, industrialism associated with sizeable organizations. 
mainly urban society where the production goods and services 
becomes ever more concentrated the hands large enterprises, 
whether they private public. Fourthly, the industrial society, 
order survive, must develop which relates individuals 


Industrialism and 
Industrial Man 


International Labour Review, 
Vol. 82, No. September 1960, 


pp. 236-250 


book, with the same title and 


the same authors, greatly 
expands the topic this 


article. Harvard University Press, 


1960, 331 pp., $6.00 


Kerr, Harbison, Dunlop, 


and Myers 


Associated with the Inter- 


University Study the Labour 


Problems Economic 
Development 


(35) 


Mate 

With 

Tage 

the 

king 

ality 

itive 

ason 

ical, 

im- 

for 

the 

ynal 

ives 

and 
has 
the 


and groups each other and provides common body ideas, beliefs 
and value judgements. 

There are different roads industrialism, and the choice these 
roads made elite minority, which falls into five ideal types which 
assume leadership the industrialization process. The dynastic elite 
organizes paternal industrial society where the workers are loyal 
their superiors who cherish the family, the national State, private proper. 
and the notion that people born into one class will remain there 
predestination. Members the second elite are drawn from rising 
middle class with its creed opportunity for the individual. Its ideology 
economically individualistic and politically egalitarian. 

The third elite may characterized the revolutionary intellectuals, 
Their desire the centralized state. Their demand rapid forced 
march toward industrialism, and they mould education, art, literature, 
and labour organizations their purpose. 

Next are the colonial administrators who have been, the past, the 
originators industrialization some the underdeveloped countries 
the world. Their concern less with the countries they rule and more 
with the interests and the requirements the home countries. 

The fifth elite composed the new nationalist leaders and their 
followers the emerging nations the world. They are prone seize 
upon any all means build rapidly the political and economic 
structures their countries. 

The elites are confronted number constraints, economic, 
chronological, and cultural which they must overcome order 
achieve certain objectives which are the same all societies undergoing 
transformation. The labour problems arising from the development 
process industrialism have their origin the relationship between the 
managers and the Since the managers are preoccupied with 
the internal affairs enterprise, they are prone become conformists 
rather than leaders the larger affairs society. 

industrialization advances among different societies, there 
trend toward greater uniformity. The road ahead leads what 
call “pluralistic industrialism.” The fully developed industrial society 
our view will one which the struggle between uniformity and 
diversity continues, dynamic society where the industrial man may 
enjoy more freedom, better living standards, greater leisure, and more 
education, than most earlier forms society. 
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